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Abstract: Even when techniques and procedures related to human resources management and planning are usual 
in every business, they are much more incipient in the public field, if not questioned or rejected. However, 
Public Management and Administration is constrained to face requirements of framing circumstances, aiming a 
“new” kind of rational, innovative organizations focusing their activities towards an effective achievement of 
their intended results and benefits. Concepts as “efficiency”, “effectiveness”, “responsibility”, “organizational 
culture”..., and even “profit”, are not any more to be restricted to application in business sphere. 
From these initial statements, in this paper we introduce some considerations on the real possibilities of 
theoretically and practically applying internal marketing methods in public organizations. A special emphasis is 
made on Local Administrations, where environmental adaptation requirements coexist with those peculiarities of 
attending and serving citizens inside a close frame of proximity. Specifically, results from an empirical survey 
on staff in Spanish Local Administrations allow us stating not only about the convenience of considering the 
chance, but even about the demand and real necessity of applying internal marketing in the public field. 
 
INTRODUCTION 
 
Formal procedures in Public Administrations have been traditionally referred in terms 
of inflexibility, slowness, overbureaucratization, resistance to change, etc. However, when 
stating the need of “reinventing the government”, authors point out that tools to overcome 
collective problems in the public sector need a real updating and transformation process. As a 
consequence, governments –at local, regional, national or international level– must assume as 
driving forces the need to empower their agents to citizens’ service and benefit, overcome 
bureaucracy and become customer oriented, thus optimizing results in achieving public goals. 
At this purpose, and even when it’s clear that Public Administrations cannot perform as 
private corporations, it is suggested a bit more concern on entrepreneurial approaches as an 
alternative to continue with existing structures. Management tools proved to be successful in a 
private context should to be under analysis, then looking for required changes in order to their 
better adjustment for public performance (i.e., aiming the way in which they can most benefit 
the performance of PP.AA.) [1]. 
All these previous issues provided initial and basic conditions for the concept of “public 
service orientation”, embracing the very essential characteristics of any public organization: 
providing services as well as taking in mind its public essence. What is more, as organizations 
are clearly looking for committed workers by improving individual’s performance and job-
related attitudes, human resources (or personnel) organizational, management and planning 
techniques and procedures are becoming more and more usual –we can say essential– in every 
business and internal marketing has proved once and again to be a useful tool. 
An overview on contributions allow us to state that this marketing branch, related either 
to marketing and HHRR departments, aims motivation of everybody in the organization, then 
people doing their best at looking for organizational goals in terms of maximum effectiveness 
and efficiency [2]. Internal publics are also a market to analyze, characterize and grouping in 
order to design and offer them a suitable “product” (much more than a mere working place 
and wage), satisfying individuals’ achievement aspirations as possible, as well as achieving 
optimum levels in performance and integration with organizational philosophy and goals. If 
applied in the right way, internal marketing will also result in increasing success of external 
marketing, as a previous staff’s (un)satisfaction will turn into clear feedback effects –positive 
or negative, as correspondent–, then coming into a more (un)effective external policies. 
However, internal marketing is not so usual or –at least– much more incipient in the 
public field, when not directly questioned or even rejected. We are used to public political / 
administrative responsibles’ “but” comments on desiderability, just as “it would be wonderful 
to use such management tools, BUT it is NOT possible in MY Administration, where problems 
are so complex, former procedures are guaranteed by experience, and political decisions are 
changing once and again around internal order”. May be this is due to a public managers’ 
“exogenous” conception of those political representatives to report on their activities. 
Avoiding the temptation of applying internal marketing in public field as in business 
sector (a “traumatic” but quite usual experience, mostly entailing a “radical” and regressive 
back to former procedures), it seems logical to claim for a proper and consistent conceptual 
structure, specifically designed to requirements of the context for public activities. If bearing 
in mind the fact that individuals should not be considered as performing alone, but as part of 
multiple and complex interpersonal relationships [3], “personal networks” will play a key 
role in effectiveness and consequences of internal marketing in Public Administrations and, 
what is more, we have to remember that public employees and staff members are also part of 
the whole society as they are citizens too, then being also part of external target groups for 
public sector marketing (let’s think, e.g., in the equity principle for public services provision). 
Thus, determining real effects of internal marketing practices in Public Administration 
becomes a clearly complex task (see Figure 1). 
 
Figure 1. The more complexity of the relationship between internal and external marketing in PP.AA. 
 
 
MATERIAL AND METHODS 
 
Even when more and more is being written on the marketing applicability in the Public 
Administration, the real fact is that very little research has been conducted on internal 
marketing issues. Very few contributions devoted to the analysis of internal marketing 
influence on the provision of concrete public services have also been developed (i.e., higher 
education). 
Empirical evidence from public servants at local level has been given, e.g., in Gutiérrez 
et al. [4] or García and Martín [5]. These authors refer to results from an exploratory research 
starting in April-May 1999 on a valid sample of 100 “third class” town councils in the 
Spanish Region of Castilla and León (those in municipalities under 5000 inhabitants, with an 
annual budget under € 1,200,000). This grouping was chosen as it relates to entities close to 
citizens, as well as their staff is continuously involved in a direct touch with them. As total 
figure of these entities was –and still it is– 2205, for a sample of n = 100 then the e value is to 
be ± 9.77 % for a confidence level of 95.5 % (and let us consider at this point not only the 
exploratory character of the research, but also the inner difficulty of getting 100 “new” 
participants –i.e., not taking part in previous surveys– when biannually intending the survey). 
Every two years time the survey uses to be renewed, thus becoming in some way a kind 
of “unofficial” observatory. In most recent data collection (April 2007), respondents were 
mostly town council secretaries (81 %), but also administrative staff members with 
responsibility (12 %), and auxiliary administrative staff members (7 %). Following section is 
specifically devoted to present some of latest obtained results, even when a conjoint overview 
allows the conclusion that the situation has been not changing nearly at all, at least in this last 
nine years time. 
 
RESULTS AND DISCUSSION 
 
Going into concrete facts, it was stated a definite lack of information (about 90 %) on 
different human resources management policies/systems (e.g. X, Y and Z theories). What is 
more, this ignorance was even higher from a practical fact, when asking respondents to 
characterize or classify that model being applied to them at the moment. As a consequence, 
we could say to be quite an unexpected surprise the relative high satisfaction of respondents 
regarding what they previously said to be “unknown” or “unclassifiable” models. To be 
precise, 21 % said to feel “very satisfied” and 48 % “quite satisfied” with them (that is, a 
conjoint 69 % of “positive satisfaction”). 
When discussing these results, the clear possibility of a “word-of-mouth” effect on 
responses should be considered (let us think, e.g., on respondents in one edition of the survey 
telling other colleagues about questions they were requested to answer). However, there is not 
a so clear chance to “discount” this effect. At any case, the results are not so surprising if 
bearing in mind that “satisfaction” was considered as perceived according to prior 
respondents’ expectations (i.e., when starting the labour relationship with the town council). 
Regarding “receptivity” towards internal marketing, average scoring for every related 
statement were clearly over the central value of 5 (for a scale ranging from 0 to 10 points). 
Obtained figures were highly significant in those items more directly related to individuals’ 
benefit or performance, just as “interest and concern on tasks and global organizational 
success” (9.19 points), “control systems based on trust” (8.89), “management procedures 
based on trust” (8.89), “effective and accessible internal communication systems” (8.60) and 
“positive attitude towards change” (8.48). 
Then, after explaining to them basic principles of internal marketing, respondents were 
asked about those key variables they thought to be more important to consider in case of 
designing and implementing an internal marketing model to be applied to them. These issues 
resulted to be measures aiming “work-life quality improvement” (9.10 points), “flexibility on 
timetable and working place” (8.29), “acknowledgement of a well-done task” (8.20), 
“effective internal communication systems” (8.19), “innovation from aiming initiative of 
individuals” (8.09), “in-work training” –either for staff and/or personnel under contract– 
(7.99), “additional payment for good performance” –as part of the perceived salary– (7.90), 
“promotion of total quality systems” (7.19), diffusion of a “culture of service towards 
citizens” (7.09) and “complementary non-monetary rewards” (6.52). 
According to obtained results (respective scoring values) all considered variables 
resulted to be relevant for respondents. What is more, none of suggested alternatives reached 
a significant importance at all (related to the nearly non-used but included choice “others, 
please specify”). 
Thus, by combining the literature findings and empirical results, we could think on a 
model for internal marketing application in Local Public Administrations including all 
considered variables in a frame of individuals’ “trust”: trust on the concept and procedure 
itself (internal marketing –preferably– or alternative human resources management systems), 
trust on work performance control procedures (and/or systems), trust on guidance and 
designing labour by responsibles (either political and administrative) and on designing / 
implementation tasks of supervisors, and trust on colleagues (i.e., on their support and 
performance). 
Graphically, the conceptual design of this proposal is summarized in Figure 2. We can 
understand this Figure as complementary of previous Figure 1 for a whole system design and 
implementation of internal marketing in the Public Sector. 
 
Figure 2. An internal marketing model for application in Local PP.AA.: A suggested conceptual design 
 
 
Expected opportunities and advantages from applying the model: 
Thus, individuals’ positive attitude towards an evolution in personnel management 
procedures –specifically internal marketing– has been stated in (Spanish) Local PP.AA. 
As well as a “generic” improvement of labour climate (then coming into higher levels 
in productivity and citizens’ service), some other expected opportunities and/or advantages 
from applying the suggested model could be underlined. For example [6], all this will very 
probably result into a new organizational culture, similar to an “open system of sociotechnical 
nature”, where persons (this term much more preferred to that of mere “human resources”) 
are placed in the very core, at one time the starting and final point of the process. 
In this new context, the “crisis” and “change” concepts become central elements, 
either internally or externally impelling the organizational system (as they can come from 
individuals either inside or outside the concrete organizational structure). Change would then 
be a continuous improvement system, as a “constellation” evolving day to day. Some other 
concepts, such as those of “conflict”, “revitalization”, “globalization”, or “ethics” will also 
become key issues. 
What is more, in this same context, those different products (mostly services) offered by 
Local Public Administrations are thought as a group of elements giving value to recipients. 
Most times its role on individuals’ behaviour and attitudes (all of them symbolic and 
notoriously subjective characteristics) will take priority over technical specifications. 
On the other hand, and regarding the life cycle of the so conceived public products, the 
inherent risk of “bureaucratization” in their provision processes (i.e., when they become 
monotonous and routine) that is usually associated to maturity and decline stages [7] should 
be changed into a continuous and consistent adaptation of public offer to evolving citizens’ 
requirements. Under these circumstances, the decision on the continuity, improvement or 
leaving a concrete offer –bearing in mind the limits in public services provision by the 
principle of continuity– could involve an occasional turn back to administrative (product / 
service designing) or even to political logic (orientation / conceptualization), then revitalizing 
the product life cycle. This eventual situation will not be a real trouble, but in case of 
happening too late, when public offer being worrisomely –or even irreversibly– spoilt. 
According to these statements drawing a new organizational and action model, some 
“traditional” values in Public Administrations should necessarily be replaced. Without 
loosing those in the positive public essence, some new updated principles should be clearly 
considered. 
Some likely barriers and objections to model applying: 
There could also be some barriers and/or objections to application of former model in 
Public Administration, or specifically in case of applying to Local Public Administrations. 
For example, we could think on: 
– The so usual and above mentioned resistance to change in all public organizations. 
However, it would probably not be here an insurmountable obstacle if stressing advantages 
for involved individuals (as it seems to be reinforced by empirical evidence, as stated in 
previous section). 
– Different considerations on productivity and profitability concepts when applied to 
public activities (they both at the end objectives for intending internal marketing), tinged by 
the real fact of some times (shouldn’t we say ever?) public organizations not intending only 
and/or strictly profit, but other individuals’ and collective benefits. 
– The duality in circumstances of “proper” civil servants themselves (for-life public 
employees) and other individuals in public service provision (staff under contract, they with 
so different circumstances regarding time and expectations on continuity). 
– A similar duality in law field between Administrative and Labour Law rules (as a 
consequence of duality in circumstances). 
– As a consequence of two previous dualities, an occasional uncommitment, especially 
in case of opposite interests (let’s think, e.g., in the case of a supervisor when responsible of 
deciding on implementing or not measures in a mobbing case towards an individual under 
contract). 
 
CONCLUSIONS 
 
From all that has been mentioned above some interesting conclusions could be stated, as 
following: 
– Firstly (and in a general sense), personnel organizational, management and planning 
practices should never been statically conceived. They require to be continuously updated 
according to every time needs and circumstances, whatever their private or public character. 
– Different entities coexisting in the public sector, and specifically those in 
administrative tasks (i.e., the Public Administrations) are not unconnected from this reality at 
all, in spite of outstanding characteristics of continuity and unyielding attitude in their 
activities and procedures. 
– At this point, internal marketing seems clearly to become a key issue in a near future, 
as a forward and “logical” step in a personnel management evolving from previous postulates 
of X, Y, Z and similar theories. Initially intended for increasing individuals’ productivity in 
the private sector, and then obtaining higher profits in return (i.e., a profit goal), the benefits 
(not only profit, or even in case of profit itself not being obtained) from applying these 
practices seems clearly exceed barriers and objections. 
Thus, it is possible to claim for a progressive introduction of internal marketing 
postulates and approaches for personnel management in Public Administrations, in order to 
make them part of day-to-day tasks. Indeed, we should not forget about the required 
adaptation of organizational culture in public entities. As well, we shall remember that 
internal marketing introduction should not be the last goal itself, but a step forward towards a 
real dynamic of continuous updating and adaptation to requirements of citizens’ service and 
environmental circumstances of public performance. 
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